1. INITIATION PHASE

1.1. Overview. The Initiation phase provides the critical first
description of the information management problem to be
addressed, and secures the resources needed to further examine
the problem and potential solutions. The most significant
activities of this phase include:

o Preparing an Initiation Decision Paper which identifies
and describes an information management problem, and
brings it to the attention of OSWER program management.
This activity is performed by one or more program
organizations.

o Confirming the existence of a problem, providing
additional guidance where appropriate, and approving or
rejecting the commitment of resources to the next phase
of the life cycle, Concept. This activity is per formed
by program management.

o Preparing an initial Project Management Plan to describe
the initial approach for managing and conducting the
remainder of the life cycle.

Clearly identifying and describing the information
management problem is critical to the successful development of
an appropriate solution. How the problem is defined during
Initiation will shape the analyses and decisions of the
subsequent phases of the life cycle.

Several points are of note for the Initiation phase:

o At this point, there is no assumption that the solution
will necessarily be either a new system or an automated
system. A modification to existing manual or automated
systems may be the best approach to solve the problem;
the determination will be made during the Concept phase.

o In comparison to later phases of the life cycle, there
are relatively few participants in the Initiation phase.
The full project team usually is not assembled until the
Concept phase.

o There 1is a particular focus on defining the information
management problem and linking it to specific OSWER
missions, as required by the Office of Management and
Budget (OMB).

o The Initiation Baseline is established at the end of
this phase. At present, it consists of only the
Initiation Decision Paper; it will be expanded during
the Concept phase.



1.2. Detailed Description. A detailed description of the
Initiation phase is presented in the following exhibits: '

Exhibit 1-1 Initiation Phase Summary

Exhibit 1-2 Initiation Phase Objectives

Exhibit 1-3 Initiation Phase Decisions

Exhibit 1-4 Initiation Phase Activities

Exhibit 1-5 Initiation Phase Roles and Responsibilities
Exhibit 1-6 Product: Initiation Decision Paper

Exhibit 1-7 Product: Project Management Plan

The Initiation phase begins efforts in several areas that
are addressed throughout the life cycle: the Project Management
Plan, selection of methodologies and tools, benefit-cost
analyses, and project reviews and approvals. A life cycle-wide
view of these topics is presented in Chapter 10 of this Guidance.
This Chapter also addresses other topics of interest throughout
the life cycle, including quality assurance, configuration
management, and data administration.
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EXHIBIT 1-1: INITIATION PHASE SUMMARY

OBJECTIVES

o IDENTIPY AN INPORMATION MANAGEMENT PROBLEM

© DECIDE WHETHER TO COMMIT RESOURCES TO EXPLORING WAYS TO SOLVE THE PROBLEM

2
ﬂ!' DECISIONS

& AcTIVITIES ‘

B¥) propUCTS
e

PROJECT APPROACH DECISIONS:

wH0 WiLL MANAGE THE PROJECT?

wHAT REVIEWS ARE NECESSARY AND WHAT
INDIVIOUAL(S)/ORGANIZATION(S) SMOULD
PARTICIPATE?

wHAT APPROVALS ARE NECESSARY AND wrmAT
INOIVIDUAL(S)/ORGANIZATION(S) SMOULD
PARTICIPATE?

wHAT METHODOLOGIES ANO TOOLS wILL BE
USED IN THE CONCEPT PHASE?

wHAT SPECIAL ASSISTANCE OR NOTIFICATION
1S NEEDED”?

wHAT IS TmE SOURCE OF FUNDING”

PROJECT EXECUTION OECISIONS:

wHAT [S THE PROBLEM, AND FOR wmAT
ORGANIZATION(S)?

T wrAT NEw INFORMATION NEEDS ARE
ASSOCIATED WITH THIS PROBLEM?

HOw BROAD A SCOPE SHOULD THE SOLUTION
COVER?

PROJECY CONTINUATION DECISIONS:

DOES A SIGNIFICANT INFORMATION
MANAGEMENT PROBLEM EXIST?

1S DEVELOPING A NEw SYSTEM POTENTIALLY
THE BEST wAY TO AOORESS THE PROBLEM?

1S TWE INITIAL ESTIMATE OF PROJECT
SCALE IN LINE wiTh THE ANTICIPATED
BENEFITS?

[

PROJECT APPROACH ACTIVITIES:

PREPARE INITIATION DECISION PAPER

OBTAIN APPROVAL OF INITIATION OECISION
PAPER

ASSIGN PROJECT MANAGER
PREPARE INITIAL PROJECT MANAGEMENT PLAN
DETERMINE FUNDING SOURCE

IDENTIEY UPDATES TO OSWER BUDGET AND
1aM PLAN

BROJECT EXECUTION ACTIVITIES.

DESCRIBE INFORMATION MAMAGEMENT PROBLEN

IDENTIFY PERTINENT CURRENT PROCEDURES,
INFORMATION, AND SYSTEMS

IDENTIFY ORGANIZATIONAL UNITS INVOLVED
IOENTIFY EXPECTED OUTCOMES AND BENEFITS
ESTIMATE OVERALL PROJECT SCaLe

INITIATION DECISION PAPERS®

PROJECT MANAGEMENT DLAN

® SAVE IN INITIATION
BASELINE
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INITIATION BASELINE
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